“Calhoun 


Institutional Archive of the Naval Postgraduate School 





Calhoun: The NPS Institutional Archive 
DSpace Repository 


Theses and Dissertations 1. Thesis and Dissertation Collection, all items 


1982 


First termer disillusionment: its effect on 
attrition in the United States Navy. 


Etterman, James E., Jr. 


Monterey, California. Naval Postgraduate School 
http://ndl.handle.net/10945/20175 


This publication is a work of the U.S. Government as defined in Title 17, United 
States Code, Section 101. Copyright protection is not available for this work in the 
United States. 


Downloaded from NPS Archive: Calhoun 


Calhoun is the Naval Postgraduate School's public access digital repository for 
| (8 D U DLEY research materials and institutional publications created by the NPS community. 
«ist sia Calhoun is named for Professor of Mathematics Guy K. Calhoun, NPS's first 


NY KNOX appointed — and published -- scholarly author. 

ia) LIBRARY Dudley Knox Library / Naval Postgraduate School 

411 Dyer Road / 1 University Circle 
Monterey, California USA 93943 





http://www.nps.edu/library 





i th 


) 
tat) : as ' 


Ff | 
tf wepeeeeeg 
vere ; ye Cel 
i eae i ee 


i 
1 | | 
ie i ap 
yy wae yer a yh) hee i 
oat Wy ‘ may v wae 4 
strean WY Ve mM 
. 


rat — 

















NAVAL POSTGRADUATE SCHOOL 


Monterey, California 


Peo ot aeMisk Olot DELUSLONMENT: ITS BEFFECT ON 
ATTRITION IN THE UNITED STATES NAVY. 


oy 


James E. Etterman, Jr. 


December, 1982 


Thesis Advisor: Roger D. Evered 





Approved for public release; 
Gist r 1 Ome lon unlimited, 





LIBRARY, NAVAL POSTGRADUATE SCHOOL 
MONTEREY, CA 93940 


READ INSTRUCTIONS 
BEFORE COMPLETING FORM 


3. TYPE OF REPORT a PERIOO COVEREO 





SECURITY CLASSIFICATION OF THIS PAGE (Wren Date Entered) 


REPORT DOCUMENTATION PAGE 


2. GOVT ACCESSION NO 












4. TITLE (and Subtttie) 


First Termer Disillusionment: Its Effect|Master's Thesis; 


on Attrition in the United States Navy _SSomn er, 13° 










REPORT NUMBER 








CONTRACT OR GRANT NUM@ER(8) 









7. AUTHOR ea) 


James E. Etterman, Jr. 












10. PROGRAM ELEMENT, PROJECT Tasx 
AREA & HORK UNIT NUMBERS 





9. PERFORMING ORGANIZATION NAME ANDO ADORESS 







Naval Postgraduate School 
Monterey, California 93949 















12. REPORT OATE 


Naval Postgraduate School Decemper, 1932 


: 13. MUMBER OF PAGES 
Monterey, California 93949 Drees ype 


MONITORING AGENCY NAME &@ AOORESS(Il different irom Cantroiling Office) | 18 SECURITY CLASS. (al thie report) 


: 


CONTROLLING OF FICE NAME ANO AOORESS 









Une lassi fired 


Se. OECLASSIFICATION/ OOWNGRAOING 
SCHEDULE 


16. OISTRIBUTION STATEMENT (of thie Repert) 


Approved for public release; distribution unlimited 


17. DISTRIBUTION STATEMENT (of the abetract entered in Block 20, if dilterent team Report) 


16. SUPPLEMENTARY NOTES 





19. KEY WORDS (Continue on reveree cide if neceeeary and identify wy biock number) 







expectations, attrition, enlistment reasons, job satisfaction 











20. ABSTRACT (Continue an reveree side if nececceary and identify by bleck number) 





This thesis uses four data sets to examine the relatlonsmuc 
between the expectations of the U.S. Navy enlisted men and the 
apparent influence of their expectations on the ab eri tlonmna tes 
The 1979 DOD Survey of Personnel Entering Military Service 
Provided a statement of expectations from men who were about to 
join the Navy, but had yet to be exposed to any military life. 












DD en 73 1473 EOI TION OF | Nov 8818 CMSOLETE 


S/N 0102°014- 6601 | ne Py err ey a ere ee 





rt 
SOCuMly CL assiPMiCavion OF Twit PAGEswren Nore Katored 


Block 29g continued 


The impact of military experience in relation to expectations was 
obtained from the 1978 DOD Survey of Officers and Enlisted 
Personnel. Here, feelings of experienced enlisted men were 
expressed on areas concerning expectations of and satisfaction 
with Navy life. A third data set provided data on the attrition 
rates of those personnel who were in the year group that had 
participated in both of the above mentioned surveys. The fourth 
data set came from personal interviews conducted at the JVJ.S. 
Navy's Treasure TISland Discharge Processing Center. The 
interviews allowed for a more in-depth understanding of enlisted 
expectations and their relationship to attrition from the U.S 
Navy. 


DD Form 1473 
a 3 


f 
csr TY 9 HM fYKYI 4 FLA a TT aT TT I 





eee Re Se ee i 


ae th oe ee - -_=— = 





Approved for public release; distribution unlimited. 


First Termer Disitllusionment: Its Effect on 
Attrition in the United States Navy. 


by 


James Ee Etterman, Niger 
Lieutenant, United States Navy 
B.S., University of New Mexico, 1977 


Submitted in partial fulfillment of the 
requirements for the degree of 


MASTER OF SCIENCE IN MANAGEMENT 
from the 


NAVAL POSTGRADUATE SCHOOL 
December 1982 





+ 
\ 
™ 
é~ 
Xs 





ABSTRACT 


This thesis uses four data sets to examine the 
relationship between the expectations of the U.S. Navy 
enlisted men and the apparent influence of their 
expectations on the attrition rate. The 1979 DOD Survey of 
Personnel Entering Military Service provided a statement of 
expectations from men who were about to join the Navy, but 
had yet to be exposed to any military life. The impact of 
military experience in relation to expectations was 
obtained from the 1978 DOD Survey of Officers and Enlisted 
Personnel. Here, feelings of experienced enlisted men were 
expressed on areas concerning expectations of and 
Satisfaction with Navy life. A third data set provided 
data on the attrition rates of those personnel who were in 
the year group that had participated in both of the above 
mentioned surveys. The fourth data set came from personal 
interviews conducted at the U.S. Navy's Treasure Island 
Discharge Processing Center. The interviews allowed for a 
more in-depth understanding of enlisted expectations and 


their relationship to attrition from the U.S Navy. 
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I. INTRODUCTION 


During the 1980's a significant decline is expected in 
the size of the population cohorts initially entering the 
full-time work force. As a large employer of young 
workers, the Chief of Naval Personnel, e.g. the Navy, must 
plana ahead for this decline. Because the Navy relies 
almost entirely on a quite narrow age group for its new 
recruits and is constrained to promote only from within, 
the need to anticipate this decline is more acute than that 
of most employers. As a result, the Navy faces the 
possibility not only of severe eee t hes 11 
recruitment, bout of broader personnel management problems 
as well (Fernandez, 1979). 

Pieanal yang the recrultment process, industrial 
psychologists have traditionally focused attention on how 
companies select new employees. More recently, however, 
organizational behaviorists have looked at how applicants 
choose one organization over others, and old assumptions 
about how new employees should be recruited are being 
questioned. 

The traditional approach to recruitment and selection 
views the applicant as passive rather than active. An 
individual is typically selected for a job on the basis of 


tests, interviews, and background information. Almost 





completely ignored in the process is the organizational 
choice made by the applicant - how and why he showed up in 
Picmemasemet aces 1O obtain a favorable selection ratio - 
that is, a large number of applications in relation to the 
number of job openings - companieS sometimes present 
themselves to potential new employees in a more favorable 
Merit than the facts justify. In the end, this kind of 
policy can produce dysfunctional results, costly to both 
the organization and the employee (Wanous, 1979). 

The Navy's recruitment policies remain along the more 
Beaerrional lineS with the prospective recruit being 
informed about Navy life and available training/jobs 
through printed advertising, broadcast advertising and 
interviews. The potential recruit is then screened via 
tests, interviews and background information. In 1979 the 
lWawvesDemt approximately S700 £Eor print and $2,400 on 
broadcast advertising for each 3A HSG (high school graduate 
that qualifies for a Navy school) recruited (Goldberg, 
1979). A total of 53,083 young men and women signed 4 year 
contracts that year, but by September 1981 only 79 percent 
were still on active duty. It is reasonable to assume some 
natural attrition rate for legitimate reasons such as 
medical disqualifications, hardship, etc.; however, these 
Categories accounted for only 5.5 percent of the losses. 


The question now must be asked, why would 8,424 apparently 
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committed and carefully selected members fail to meet their 
obligation? 

The major administrative reasons for discharge are 
behavior disorders (apathy, defective attitudes, and 
Substandard performance) and personality disorders 
(inaptitude). Recent research (Wanous 1979, Hoiberg and 
Berry 1978, Landau 1981) suggest that a large amount of 
this type of personnel loss can be avoided by using a 
"realistic job preview" approach. This is an atypical, 
untraditional approach that stresses efforts to communicate 
- before an applicant's acceptance of a job offer - what 
mes Organizational life will realistically entail 
(Wanous,1979). The meaSurement of the false expectations 
produced under the current hiring system and its effect on 
attrition is the purvdose of this thesis. 

The Navy's efforts to thwart the attrition rate was 
aided by the Center for Naval Analysis development of a 
SCREEN (an acronym for "Success Chances of Recruit Entering 
the Navy") table of first-year survival probabilities to be 
iWeedmoY recrunultersS in GQualifE-ying applicants for 
enlistments. Tt was put into effect in October 19765, 
revised in August 1977, and revised again in February 1980. 
The latest version of SCREEN is based on education level, 


AFQT vercentile score, and age (Lurie, 1981). 
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The recruitment process was further aided by a high 
technology computer system called CLASP (Classification 
Assignment With PRIDE). PRIDE in turn is an acronym for 
Programming Reservations for Immediate and Delayed 
Enlistment. This system provides current and forecasted 
school seats and training availabilty that can be offered 
momeeacnh recruit according to his or her individual 
Sualifications. This is designed to avoid the "false 
promise" from the recruiter and allows on-the-spot 
guarantees to the recruit. 

The Navy has also made progress in upgrading the 
environment faced by the enlisted person. New barracks and 
new ships are being built with an increased emphasis on 
more comfortable living and working conditions. 

With problems of dis-enlistment continuing, despite 
the fact that the Navy is improving living/working 
conditions and recruitment practices, it behooves one to 
look still deeper into the total system for a cause related 
to turnover. Porter and Steers (1973) found that there was 
a relationship between expectations and turnover behavior. 
Holberg and Berry (1978) reported that recruits who were 
discharged during training had inaccurate expectations of 
that training; and Knowles (1964), that receiving expected 
wages was Significantly related to staying on the job. 
Pumetner, Weitz (2956) found that individuals who had 


received a realistic job preview, which included both 
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positive and negative aspects, had higher retention rates 
than those who had not received such a review. Katzell 
(1968) found that students who remained in school felt that 
their initial expectations had been met to a greater extent 
than those who left. Finally, a current study which is 
Seendging a significant portion of time analyzing 
expectations and Navy personnel is being conducted by the 
Navy Personnel Research and Development Center (NPRDC) in 
San Diego. 

The NPRDC study is addressing the relationship between 
attrition and individual and organizational factors. Their 
questionnaire was administered to 4,911 Navy recruits 
Geioinag thelr Eourth day of recruit training to obtain 
MEormMation on their background, motivations for joining, 
general attitudes toward the Navy, personality dimensions, 
rated desirability of work outcomes, and expectancies of 
meaitizing those outcomes in the Navy and civilian 
environments. 

MicmeuMmrldlimecolecbhiusiton  abter the recruit training 
portion determined that providing a realistic and accurate 
depiction of positive and negative aspects of Navy life 
would not only allow individuals to make more knowledgeable 
enlistment decisions but also serve to make them aware of 
events that will occur so that they will be better equipped 


to cope with these events. 
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The NPRDC study is involved with a longitudinal 
population of recruits who will be followed from the fourth 
eye OoL  Ehelr enlistment Ontil either attrition or 
Gompletion of “thelr first term of service. Thus, when 
Semsidering four year obligors, for instance, it will be 
necessary to follow the cohort through four years of 
service. The ability to follow individuals for such a long 
period of time is beyond the capabilities of this thesis; 
however, two cross-sectional data studies, a cohort 
attrition rate data base, and a personal interview were 


used to produce similar Survival patterns. 


Pec lUDY 1 

The first look at expectation data focused on recruits 
Peon cOeEnelr arfbival at basic training. The 1979 DOD 
Survey of Personnel Entering Military Service conducted by 
the Rand Corporation (fielded March, April 1979) provided 
the initial data base. The survey was administered to 
enlistees at the Armed Forces Entrance Examination Station 
(AFEES) immediately after they were sworn in. This 
investigator focused on Navy, male, non-prior-service 
mmerdwes, since according to the latest recrulting 
Shortfalls occur and also where the Navy manning problems 
persist (Landau, 1978). The survey data made available 


1,186 persons in this grouping. 
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oe STUDY 2 

The second step involved me - 1975 DOD mounvey Of 
Officers and Enlisted Personnel conducted by the Rand 
Soupemation (fil@lded January, June 1979). This survey 
produced a data base of 1,089 personnel who were Navy, 
male, first termers and who were currently on sea duty. 
Again, the males were looked at because of shortages. The 
Sea duty stipulation was eed because of shipboard manning 
concerns and the high costs involved in replacing trained 
personnel in operational billets. AG@@omading@to the 
Statements made by Vice Admiral Lando W. Zech, Jr., Deputy 
Chief of Naval Operations for Manpower, Personnel, and 
Training and The Chief of Naval Personnel, to the Ninety- 
Seventh Congress in May 1982, the Navy's efforts to reduce 
its manning shortfall revolves around its operational 
members where some 830,000 persons are deployed at any given 


more in time. 


Se COHORT ATTRITION RATE DATA BASE 

The third set of statistics involved current attrition 
data related to the personnel canvassed in both the AFEES 
and DOD Surveys. The 1979 fiscal year cohort (N = 53,083) 
was selected for study since their time frame of enlistment 


coincided with the administering of both surveys. The 


ales, 





Defense Manpower Data Center, Monterey, provided Navy 
attrition percentages by length of service and reason for 


discharge. 


D. PERSONAL INTERVIEW 

The final phase of data gathering came from an 
interview conducted by this writer with some 54 Navy 
enlisted persons who for one reason or another would not 
complete their full obligated service. An effort was made 
to determine the individual's reason for noncompletion, and 
its involvement with the individual's perceptions and 
expectations concerning Navy life, training and job 
involvement. The interview was private and lasted from 20 
to 30 minutes. Of the individuals canvassed, 44 met tne 
male, first term and shipboard duty restrictions, and their 


data are used later in analysis. 
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Iie LITERATURE REVIEW 


A. NEWCOMER EXPECTATIONS 

Katzell (1968) assessed the number of satisfactions 
and stresses expected and experienced by first-year nursing 
students during the first week of classes and again eight 
months later. No differences were observed in the total 
number of satisfactions and stressors expected, but stayers 
reported experiencing more satisfactions. Stayers and 
leavers did not differ in the number of stresses 
experienced. Stayers generally felt that their original 
expectations had been met while those who left did not. 

Dunette, Arvey, and Banas (1973) surveyed 1,000 
college graduates who were currently or previously employed 
by a large company. The subjects, matched for date of 
employment, were asked about their work motivation, their 
job expectations prior to and after accepting a job with 
the company, initial job experiences and current job 
experiences. The results showed that both those who left 
and those who stayed were highly optimistic about their 
jobs before joining the company. (The company's recruiting 
procedures wece highly effective.) THe ret 1 este 0b 
experience, however, was disappointing to both groups. The 
sources of disenchantment included four of the five areas 


these people had listed as most important for satisfaction: 
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(Peefeeling of accomplishment, (2) interesting work, (3) 
opportunity to use abilities, (4) opportunity to get ahead. 
Only in aie area of “salary level" were their expectations 
met. Those who subsequently stayed with the company later 
moved into jobs more closely matched to their pre- 
employment expectations. Those who left the company had 
later moved into jobs that were equally disappointing. 
That is, only by changing companies did these individuals 
find acceptable jobs. 

Ross and Zander (1957) found that stayers and leavers 
entered with similar levels of expectations concerning the 
degree of autonomy that would be present on the job. 
Leavers reported being given significantly less autonomy 
than they expected. Stayers' expectations were met. 

Bigavemmecamopell, sand Grant (1974) compared the 
ox DoGtAglere and behavior of newly hired managers over a 
period of eight years. They found that the expectations 
index dropped every year for both successful and 
unsuccessful performers. 

Wanous (1976) assessed the expectations of MBA 
students from the pre-entry phase to one-month and three 
months post-entry. ane wresults clearly show mMthat 
organizational entry caused a decline in intrinsic factors, 
DUtemot Extrinsic factors. Wanous describes intrinsic 
factors as those items that relate directly to the 


educational process such as (1) quality of teaching and (2) 
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Pa vcMeOEeCiEonre required by the student. Extrinsic factors 
are tangential to the educational process and include (1) 
reasonable tuition and (2) warm, personal atmosphere. A 
Similar study of telephone operators showed a decline in 
both intrinsic and extrinsic factors following entry into 
the company. 

Hoiberg and Berry (1978) assessed the expectations and 
experiences of Navy men via the Navy Environment Scale. 
This scale is an adaptation of the Work Experiences Scale 
(Insel and Moos, 1974) and contains ten subscales. Holberg 
and Berry administered the scale to approximately 8,000 men 
in seven occupational specialties during three pvhases of 
Piers tment=-recrult fralning, technical school, and first 
fleet assignment. They administered the scale at the 
initiation of each of these events and again at a midpoint 
in each phase. In their data analyses, they examined 
differences between the seven occupational groups in terms 
of expectations and preceptions, and performed regression 
analyses of the relationship between two-year effectiveness 
and each o£ the subscales. 

Their findings show that men sent directly to the 
fleet (i.e., apprentices) had the most positive 
expectations and perceptions of recruit training, but 
reported the least favorable perceptions of their work 
Setting (machinery repairmen showed similar negative 


perceptions). From the regression analyses, they found 
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enaceauee 10 perceptions subscales contributed to the 
prediction of two-year retention while only five of the 
expectations subscales did. In addition, discrepancies 
between expectations and perceptions were found to 
effectively differentiate successful and unsuccessful 
subsamples. Based on this finding, the authors recommended 
that recruiting and training materials be developed to more 


accurately portray work environments and job requirements. 


B. REALISTIC PREVIEW 

Weitz (1956) conducted one of the earliest studies of 
realistic job preview with an insurance company. Based on 
questionnaire responses from experienced agents of the 
company, he developed a booklet which described agents' 
various activities ina typical day and the time spent in 
each. A matched sample of offices was selected for the 
Study, prospective agents in the experimental offices 
received a letter from the home office and the booklet; 
prospective agents in the control offices received neither. 
The termination rates for each month clearly showed a 
higher proportion of control group subjects leaving. At 
the end of the six-month study, 19% of the experimental 
Group had terminated versus 27% of the control group. 
Further, the experimental offices showed no decrement in 
attracting new hires as a result of the realistic preview 


booklet. 
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Macedonia (1969) examined the effects of realistic 
preview on acceptance, performance, and survival rates of 
cadets at the U.S. Military Academy at West Point. He 
Surveyed freshmen at the Academy on time usage; seniors, on 
perceived climate. He constructed a preview booklet based 
on their responses and mailed it to 568 of the 1260 cadets 
who had made written acceptance of their appointments, 
prior to entry at summer training. At entry, the refusal 
rate was Significantly higher than that of experimental 
subjects. After one year, the attrition rate of control 
subjects was significantly higher than that of experimental 
subjects. Thus, subjects given the preview booklet were 
more likely to accept their appointment (as evidenced by 
reporting for summer training) and were more likely to 
remain at the Academy. No difference was found in the 
performance of the two groups, based on peer ratings. 

Ilgen and Seely (1974) revised the booklet used by 
Macedonia, basing it on interviews and critical incidents 
solicited from cadets and officers. The booklet candidly 
described the rigors of Summer training and the daily 
routine of the academic year. Both the mundane and the 
Stressful aspects of each were included. Drafts of the 
booklets were submitted to other cadets and officers to 
assess their accuracy and relevance. The booklets were 
then mailed before the beginning of Summer training, to 


one-fifth of the new cadets who had submitted written 
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acceptance of their appointments. Voluntary resignations 
over the two-month summer training period of the 
experimental group of cadets were compared to a randomly 
selected control group of new cadets who reported for 
Summer training (N = 234 in each group). Results showed 
that 27 control subjects (11.5%) and 14 experimental 
subjects (6%) resigned during Summer training. The 
difference between these proportions was statistically 
Significant (p<.05) and "Supported the hypothesis that 
candid information presented after the decision to 
participate but before entering the organization reduced 
the probability of voluntary resignation." 

Wanous (1973) studied ehe Setfects ofa realwsitic 
preview on job acceptance, expectations, and survival of 
telephone operators. Half of the applicants (all had been 
offered employment) were shown the traditional recruiting 
bem; Ralf, an experimental film. The "script" for the 
experimental film was developed from three sources of 
inEormation: (1) a questionnaire administered to 88 
experienced operators; (2) interviews with operators and 
their supervisors; (3) personal experience on the job. In 
addition, managers and operators were asked for their 
comments on the accuracy of the film. _The experimental 
fimame cContamned both "good™ and "bad" aspects of the job. 
The results showed that (1) the films had no effect on job 


acceptance--practically all experimental and control 
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Subjects accepted; (2) experimental sunjects had lower 
initial job expectations--but only on film-related aspects; 
(3) after one month, experimental subjects had fewer 
thoughts of leaving the organization; and (4) after three 
months, 62% of the experimental subjects and 50% of the 
control subjects were still on the job. No significant 
differences in performance were observed for the two 
groups. (NOTE: This last finding was not reported in 
Wanous' 1973 report, but was included in the table he 
developed for the 1977 overview). 

Farr, O'Leary, and Bartlett (1973) examined the job 
refusal rate and turnover rate of sewing machine operators 
who, prior to accepting a job offer, were given simulated 
work experience on the machines. They found that these 
women were Somewhat more likely to refuse the job offer, 
though this difference was not statistically significant. 
After six weeks on the job, the survival rate of the 
preview group was Significantly higher than that of the 
control group. However, this difference was true only for 
white subjects, not blacks. 

Another application of realistic preview in a military 
setting was conducted by Harner, Meglino, and Mobley 
(977) They developed an 80-minute videotape that 
realistically depicts the events and rigors of Marine Corps 
PecruLlt training. Initially, they conducted extensive 


interviews with new recruits, recruits in training, and 
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recent graduates to determine (1) aspects of training that 
are of greatest concern for new recruits, (2) methods used 
to successfully cope with training, (3) frequently-asked 
questions and (4) advice to new recruits. These 
interviews, combined with discussions with Drill 
Instructors and others, provided a guide for the content 
and sequence of the tape. A second round of interviews was 
conducted and tape recorded to provide "voice-overs" for 
the videotape. Video sequences were recorded on location 
uSing actual personnel. The tape presents a factual 
peaeeiire Of recrult training from arrival to graduation. 
Greater detall was provided for events early in training, 
aS aocounter attrition measure, and to aspects of training 
wren caused most concern. Also included were 
Wiseltilcations £or the use of certain procedures, advice on 
how to cope, e.g., Drill Instructors describe what they 
expect from recrults, graduates give advice. 

The experimental study of the impact of the realistic 
preview compared (1) a treatment platoon, who saw the 
realistic preview videotape, (2) a placebo platoon, who saw 
a film on the history of the Marine Corps, and (3) two 
control platoons, who saw neither. On the second day of 
training, all groups completed a questionnaire on their 
expectations. Groups 1 and 2 were then shown the films 
described above. Later that same day, Groups 1] and 2 again 


completed the questionnaire on their expectations. Surveys 
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were administered to all groups three weeks later and to 
all attritees. 

PNaevysts Ob recrult training attrition and “the first 
two questionnaires showed that experimental groups (1) had 
the lowest attrition, (2) had higher proportion of "set- 
back" recruits graduate, (3) viewed the Marine Corps ina 
More positive light, (4) expressed a greater intention to 
reenlist, (5) viewed themselves and fellow platoon members 
as less capable (following their viewing of the realistic 
film). The researchers interpreted this last finding as 
reflecting a changed picture of recruit training. That is, 
the subjects did not necessarily view themselves as less 
capable in absolute terms, but rather viewed recruit 
training as more rigorous. Report of additional analyses 
is scheduled for completion in the near future (Olson, 


pow) . 


C. SUMMARY 

These studies suggest that (1) new recruits frequently 
have inaccurate expectations of their jobs, (2) newcomers 
are more likely to remain with the organization if their 
expectations are met, and (3) the longer the individual 
Stays with an organization, the lower his expectations 
(that is, the more discrepant his present perceptions are 
from his initial expectations). Thus, these findings 


support the notion that realistic expectations increase the 
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likelihood that newcomers will remain in the organization 
and uphold the use of a realistic job preview. 

In 1979 Olson extended these findings to Navy members 
by developing the §SPICS (Enlisted Personnel Individualized 
Sareer system) program. His theory was that a realistic 
preview may alter sailors' expectations of shipboard life 
and make them more satisfied with the work environment. 

Currently the Navy Personnel Research and Development 
Center in San Diego is conducting a longitudinal analysis 
Mar itaentlif&y factors that are predictive of attrition of 
fFirst-term Navy personnel. A questionnaire was developed 
that addressed the relationship between attrition and 
individual and organizational factors. This questionnaire 
mas aaministeread to 4,911 recrults during their fourth day 
Porc mveemcuradiiimge tO Obtain Information on their 
maeraground, MoElVations £Eor jolning, general attitudes 
toward the Navy, personality dimensions, rated desirability 
of work outcomes, and expectancies of realizing those 
outcomes in the Navy and civilian environments. A follow- 
on questionnaire was administered to the 3,672 recruits 
mee on active duty during the last week of recruit 
Eeomning. S@Baght months later a sample o£ the original 
G@emort Ellled out another questionnaire to compare 
attitudes, perceptions, and experience in 'A' School and 
meprentice training. This 1S an ongoing study that will 


Follow the original cohort throughout their Navy career. 
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Ili. METHOD 


Fou 5 data bases were used to assist on 
evaluating the hypothesis that expectations concerning 
military life has an effect on attrition. The first data 
base, AFEES Survey, gathered responses to expectation 
questions prior to the enlistee experiencing military life. 
The second data base, DOD Survey, examines the enlisted 
man's expectations and feelings toward Navy life throughout 
his first enlistment. The third set of data displays 
attrition over time for a cohort group enlisting during the 
Same time frame established for the first two data bases. 
All three assisted in the formulation cf the fourth data 
base; an interview focusing on the expectation - attrition 


question. 


A. AFEES SURVEY: THE 1979 DEPARTMENT OF DEFENSE SURVEY OF 
PERSONNEL ENTERING MILITARY SERVICE 

This survey is one of several interrelated collection 
efforts of the Rand - DOD Survey Group, a component of the 
Rand Manpower, Mobilization, and Readiness Program. The 
Survey group's objectives includes the systematic 
examination and provision of policy-Sensitive information 
aeome thewmilitary life cycle. The military life cycle 


includes both reServe and active force enlistment 
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decisions, -experiences, career orientations, responses to 
policies that affect military members and their households, 
and decisions to leave the military. 

Piew279eDOD Survey of Pemsonnel Enterings Military 
Service was administered to enlistees at the Armed Forces 
Entrance Examination Stations (AFEES) immediately after 
they were Sworn in. The purpose of the survey, referred to 
as the AFEES Survey, was to provide the Office of the 
Secretary of Defense (OSD) and the military Services with 
Baceagata that can be used in policy formulation and 
research, especially in the areas of accession and first- 
Berm attrition of Active Force enlisted personnel. [tis 
the only survey administered to personnel in all four 
Services at an identical point in their military career, 
i.e. immediately on enlistment. 

To simplify administration and provide sufficient 
cases for analysis of various subgroups, e.g., service, 
mahonye TrecCGULEIng Gistrict, and education group; the 
design called for interviewing 100 percent of the survey- 
eligible respondents during two designated 20-day periods. 
The portion of the survey used in this thesis was 
administered from 18 March until 18 June 1979 at all 67 
AFEES stations. A total of 1,023 respondants met the 
criteria of interest: joining the Navy, male, and first 


enlistment. 
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The AFEES Survey was statisically processed using 
Peegrams Erom tEhe Statistical Package for the Social 
Sciences - SPSS (Nie, Hull, Jenkins, Steinreuner, and Bent, 
1975). The survey contains 85 questions, of which the nine 
most pertinent to this study are listed in Table 1. These 
questions were selected for further study from the others 
by eliminating demographic and background queStions. 
Question 84 allowed the enlistee an opportunity to express 
the relative satisfaction he perceived he would get from 
the Navy: 084, How satisfied or dissatisfied do you think 
you will be with military life? This question provided a 
frequency response which is used aS an initial indicator of 


expectations prior to any exposure to military service. 


i TABLE 1 


Questions Taken From AFEES 1979 Survey for Analysis 


Ql1l Below are Some reasons that people join the military. 
Please tell us if each one is TRUE or NOT TRUE for you. 


A. I enlisted because I was unemployed and couldn't 
find a job 


B. I enlisted to give myself a chance to be away 
From home on my own 


C. I enlisted because the military will give me a 
chance to better myself in life 


D. I enlisted because I want to travel and live in 
different places 


E. I enlisted to get away from a personal problem 


F. I enlisted because I want to serve my country 


AS, 





G. I enlisted because I can earn more money than I 
could as a civilian 


H. I enlisted because it is a family tradition to serve 
Iie emlisted to prove that — can make it 


Uemeewcintilsted to get trained in a skill that will help 
meget a civilian job when I get out 


K. I enlisted because [I can get money for a college 
education 


o5 Bier could choose the length of your fEtrst 


enlistment, how many years of active duty would you sign up 
nO? 


Ql6A The next question is about your military job. Please 
Bel! us if each thing listed below is TRUE or NOT TRUE for 
you. 


1. I knew the kind of military job I wanted before I 
came in today 


Pemeexnew the Kind of military job © qualified for 
before I came in today 


peeeaian't dqualify for the kind of military job I 
wanted 


weerne Counselor told me about several jobs £ didn’t 
want | 


eeeioD -t wanted wasn't available tor the time. I 
wanted to go 


6. The counselor told me which military job was best for me 


ym. Tie military job I got is different from the kind I 
nad in mind 


feanemxind Of military jobulogot didn't really matter 
EO me 


Q16B How satisfied are you with the military job you signed 
Op Lor? 
eee meu les £ 1 Gi 1a sqtatenere oausisrtusiets.« c's are ooce's bees 
Somewhat sSsatistiede....ceees 5 Ee ee ne, 
Memmener SabisfEied Nor GIiSSAELSEL Cd .rccscccvee3 
momcnuna t. QGLISSAELSE Ped cco cee c ce ccwccccccvvces4d 
Peemeeeeeeles:s a GS £ Cd ocak 5 sce sess cca apaperessaetet 5 
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Q32 AS OF TODAY, what is the highest grade or year of 
regular school you have COMPLETED? (LE, yoummave a GED, 
mark the last grade you completed in regular school.) 


Q39 What is the highest grade or year of regular school you 
think you will ever complete in the future? Gin Vio llr 
highest grade will be a GED certificate, mark 12.) 


Q82 Do you think you will reenlist at the end of your first 
enlistment? 


Piteeet together, how long do you think you will stay on 
active duty in the military? 


Q84 How satisfied or dissatisfied do you think you will be 
with military life? Use the line below to record your 
answer. People who expect to be Very Satisfied would circle 
7. People who think they will be Very Dissatisfied would 
circle 1. Other people may have opinions somewhere between 
l and 7. Mark one number on the line below. 


VERY Vem? 
DISSATISFIED SATISFIED 
oO 0 ‘e) e) e) 0 O 
1 2 3 2 -) 6 7 





Pee oO» SURVEY: THE 1978 DEPARTMENT OF DEFENSE SURVEY OF 
OFFICERS AND ENLISTED PERSONNEL 


This survey iS another ina series of interrelated 
iaeaeocollection efforts of the Rand - DOD Survey Group, a 
component of Rand's Manpower, Mobilization and Readiness 
Program. The survey focuses on the in-service population; 
the men and women on active duty in all four Services. The 
purpose of the survey is to provide the Office of the 
Secretary of Defense (OSD) and the military services with 
data for policy formulation and research. It is the only 
Survey administered to personnel in all Services from which 
valid statistical inferences can be drawn concerning the 


entire military population. 
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The sufvey was designed to be administered in four 
questionnaire variants, two alternate forms for enlisted 
personnel and two for officers. Form 1, 1978 DOD Survey of 
Enlisted Personnel was used in this thesis. It deals 
primarily with economic issues, civilian employment, 
orientation to different reenlistment options, and 
retirement. 

The DOD Survey was fielded in January 1979 to a 
worldwide sample of approximately 93,000 men and women in 
all four Services. A total of 1089 met the criteria of 
interest for this thesis: Navy, male, on active duty 
during their first enlistment, and presently on sea-duty. 

As with the AFEES Survey, the DOD Survey was 
Statistically processed using programs from SPSS. This 
Survey contains 110 questions. The 13 most pertinent 
questions are listed in Table 2. The questions were 
Selected for further study from the others by eliminating 
demographic and background questions. Also factor-analytic 
techniques proved useful in determining which questions to 
Seudy. The Eigen Values of factor 1 - 6.75, factor 2 - 
2.65, and factor 3 - 1.60 provided a natural break between 
factors 2 and 3, and thus a process to eliminate 
nonSignificant questions. The frequency response to DOD 
questions 104A and 105 were obtained because they pertain 
GSitmectiy to this study: Q1O4A, Military life is about what 


I expected it to be? Q105, How satisfied or dissatisfied 
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are you with the military as a way of life? A look at the 
[m~eLience that QlO4A and 90105 have on eacn other is 
provided via cross-tabulation. The mean response to the 
Same two questions over the first six years of service was 


also included for analysis. 


TABLE 2 


Questions Taken From DOD 1978 Survey for Analysis 


Q20 How likely are you to reenlist at the end of your 
current term of service? Assume that no Reenlistment Bonus 
Payments will be given but that all other special pays 
which youcurrently receive are still available. 


(Mark one) 


O Does not apply, I plan to retire. 

0 ( O in 10 ) No chance 

O (SieiieelOn) | Veryesiugnt possibility 
O (2 Beto") Sihighit possibility 

0 ( 3 in 10 ) Some possibility 

0 (eo ge ke mae Fair possibility 

O (Pom Om) Pawn yeqood possibility 
0 (Sonn 10") Good possibility 

O ( 7 in 10 ) Probable 

O (eoein 10 )) Very Srobable 

0 ( 9 in 10 ) Almost sure 

0 (sO. tO) “Certain 

O Don't Know 
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Q22 How likely would you be to reenlist at the end of your 
Current term 1£ you were guaranteed a choice of location 


Mot. your nilext tour? 


Assume that no Reenlistment Bonus 


Payments will be given but that all other special pays 
which you currently receive are still available. 


(Mark one) 


O0O9000 00 00 000 


( O 
(ars! 
( 2 
(93 
( 4 
‘) 
( § 
C7 
( 8 
( 9 
(ie 
Don 


't know 


ce te 


No Chance 

Very slight possibility 
Slight pessibility 

Some possibility 

Fair possibility 

Fairly good possibility 
Good possibility 
Probable 

Very probable 

Almost sure 

Certain 


Q23 How likely would you be to reenlist at the end of your 
eaerent term if military personnel in your career field 


received a $4,000 bonus? (Mark One) 
O (Onin 10 ) > eNo Chance 
0 ( 1 in 10) Very slight possibility 
O (2in10) Slight possibility 
O ( 3 in 10 ) Some possibility 
0 (PAO) Phalr goosSsSubali ty 
0 (Setne© ) Srarcly goed weossibility 
e) (jo 7inlOo ) Ie Goodspossi bility 
0 ( 7 in 10 ) Probable 
e) (35m 20 ) (Very prosable 
O ( 9 in 10 ) Almost sure 
0 Glo sige Siem Certain 
0 Don't know 
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Q24 How likely would you be to reenlist at the end of your 
current term of service if military versonnel in your 


Career field received an $8,000 bonus? (Mark one) 
0 ( O in 10 ) No Chance 
0) ( 1 in 10 ) Very slight possibility 
0 GeoeonerO ) Slight posczbility 
0 (fe iO some possibility 
O ( 4 in 10 ) Fair possibility 
O (eo lm VO ) “Raarly good’ possibility 
e) ( 6 in 10 ) Good possibility 
O ( 7 in 10) £4=Probable 
O (onlin On). Very probable 
O ioern 10") Almost sure 
0 Pl@ot A LO 2) waGertain 
0 Don't Know 


025 How likely would you be to reenlist at the end of your 
Current term of service if a TWO YEAR REENLISTMENT PERIOD 
were available? Assume that no Reenlistment Bonus Payments 
will be given, but that all other special pays which you 
Currently receive are still available. (Mark one) 


O ( O in 10 ) No Chance 

0 ( 1 in 10 ) Very slight possibility 
e) Cet on)y wSolignt possibility 

O ( 3 in 10 ) Some possibility 

O (4am, LO") Fair oossibility 

0 (“Sulne lO ) Paitrly good possibility 
O ( 6 in 10 ) Good possibility 

O ( 7 1n 10 ) Probable 

e) ( 8 in 10 ) Very probable 

0 ( 9 in 10 ) Almost sure 

O (hominslO ') “Certain 

0 Don't know 
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Q28 Think for a minute about other military personnel who 
Maeeetnc total years of service that you have. Which of 
the following statements best describes when you expect 
your next promotion? 


0 Poes not apply, I plam to retire 
O Does not apply, I plan to leave the service soon 


O BOSS SMOt apply, I do not expect any more 
promotions 


0 EARLIER than most people who have the same 
total years of service 


0 AT ABOUT THE SAME TIME as most people who 
have the same total years of service 


0 LATER than most people who have the same 
total years of service 


Q44 What do you consider to be your main racial or ethnic 
group? (Mark one) 


Afro-American/Black/Negro 

American Indian/Alaskan Native 

Hispanic/Puerto Rican/Mexican/Cuban/Latin/Chicano/ 

Other Spanish 

O Oriental/Asian/Chinese/Japanese/Xorean/Filipino/ 
Pacific Islander 

0 White/Caucasian 

9 Gener (Specify): 


Ooo 


998 If you were to leave the service NOW and try to find a 
civilian job, how likely would you be to find a good 
civilian job? (Mark one) 


0 ( O in 10 ) No Chance 

0 ( 1 in 10) Very slight possibility 
e) @gein 10 ) Slight possibility 

O ( 3 in 10 ) Some possibility 

0 ( 4 in 10 ) Fair possibility 

O “eominm lO ) Fairly good) possibility 
O ( 6 in 10 ) Good possibility 

9) ( 7 in 10 ) Probable 

0 ( 8 in 10 ) Very probable 

O G@eoein 10 ) Almost ssure 

0 (10 in 10 ) Certain 

0 Don't know 
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Q100 Suppose you were to leave the service NOW and try to 


mena a Civilian job. 


field? 
O Onin 16 
O (en 10 
O (2 2h 10 
O (351m 10 
O eit 16 
O ( oso yeate 
O (6 In. 10 
O 7 ine LO 
O (=8-1n 10 
O ( 9 in 10 
O ro, in 10 
0 Don't know 


How likely would you be to find a 


em IE 


No Chance 

Very slight possibility 
Slight possibility 

Some possibility 

Fair possibility 

Fairly good possibility 
Good possibility 
Probable 

Very probable 

Almost sure 

Certain 
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Ql192 rf you were to leave the service NOW and take a 
Civilian job, how do you think that job would compare with 


your present military job in regard to the following work 
conditions? 


Be A Lot Be Slightly Cvilim Ad Be Slightly Be Alot 
Better Better Military Joo Worse Worse 


Tre immediate BKM Sea LN Tecre eter cia ayarateis One ietetcre crore sila On ca es © 10-3. wuitie i Oe ee eee On nk eee 


Having a say In what 
hapoens to me SOC OS CABANAS ee ee rr Oe ee © @#eeeee O @#eeoeoeeedee e20 


Tre retirenent benefits Ness 6 Selene Oss @eeee Aevelatets Obie ierere el elere bo o 0 SOR @eeee Meroe Onesie ce cece 
Tre medical benefits ataretateta soleictate ete leo o's! e.6 ww eib ww Oe Se oe wie Wins ww eras Owe ees wees eeeeee Raleeal 


Tre cwrce for interesting 
PRISMA TAIT MMOLK sc cccccccecesecOcccccesecee’e BOMEIN: 6.0 s'sielo/aw sieisOsieistcos aiioeeur ORR er ner o, 


Pee ea Bi MMA OS oo 5c 6 vsicivss Os cecccccsecceOoescvevcccccseselosecseseces KO alate aise aoe: 
The chance for BECOEICH cls soecccecs Oxuscerecsieiccs Obes ieee: AOE 6 Per ree een Oe ere @, 
Rreeeeeometles Fok CLAM 2... Ovccccccccccscloccccccccess nares Osareie sie Casitas Oa cc eic'e oa/s's' O 
igo eS T WOrk WITN ..ccccccccces Oueiserers! aed -a-o.5's Oss cis ieisieo'eG wise lees Os wereieiais se sities Oneieew sie sss O 


Tre work schedule av frours 


of work IIIT eaten oo o's iac 6 oe c alow 6 obo 0 06% Or bales s wiseieoeswesOesee @eeeeed SA 0 rere ©. 


Tre jad security etre ac aiavate niece Os o's) oeie'e'S ase wa One eee @#eeeoeee OD re OP ee 6 rer 8, 


Tre equipment I would 
use on the Job BENIN ok 6 he cbceecesOsees @eeeoeeeede@ rr ee cia arate oO be ealeldlea 6 es See ee eeieee 


Tre locatiqn of the job Pravene soca emcee) ore wes aia oe Gratare Oatele Sees Ue ae oe Oe oe rlo ewe bain ose encase 
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@103 Suppose you left the service NOW. How do you think 
the total military compensation you are receiving now (pay 
and benefits) would compare with the total compensation 


Meay sand Denefits) you would receive in a civilian job? 
(Mark one) 


A lot more in the military 

Alittle more in the military 

About the same ina military and civilian job 
Alittle more in civilian life 

A lot more incivilian life 


I have no idea what I could earn in civilian 
life 


OOO0O00 


Q104A How much do you agree or disagree with each of the 
following statement about military life? 


Life in the military is about what I expected it to 


be. 

@ Strongly agree 

e) Agree 

O Neither agree nor disagree 
e) Disagree 

0 Strongly disagree 


alos Now, taking all things together, how satisfied or 
dissatisfied are you with the military as a way of life? 
(Mark the number which shows your opinion.) 


VERY VERY 
Di soaTISPLED Srl Loe hed 
‘e) eo) fe) 0 0 0 fe) 
a 2 5 > 9 7 
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C. DEFENSE MANPOWER DATA CENTER - 1979 NAVY ENLISTED 
COHORT 


The Defense Manpower Data Center (D.M.D.C.), among 
other things, provides the Department of Defense with data 
related to manpower issues. D.M.D.C. became involved in 
Bomgutudinal studies concerning attrition rates for all 
U.S. Military Services in 1973. Their overall objective is 
to provide an accurate data base on which further studies 
can be developed. 

The data from one of the D.M.D.C. studies provided 
enlisted service statistics on reasons for discharge, 
length of service at discharge, and percent of cohort lost. 
The 1979 Navy, non-prior service cohort was separated 
from the main study to match the needs of this study. This 
subset furnished 53,083 Navy personnel who had enlisted 
during FY 1979. Their attrition data is available through 
September 1981. The data beyond this time frame is still 
in the process of being updated and therefore will not be 


used. 


D. PERSONAL INTERVIEW 

Fifty-three Navy personnel at the Treasure Island 
Discharge Processing Center were interviewed by me, with 
the analysis of the expectancy effect on attrition question 


being the focal point. 
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There are four Discharge Processing Centers similar to 
Pmewone at Treasure Island that the Navy uses to orocess 
Personnel out of the Service for both honorable and less 
than honorable discharge reason. My interests were with 
those personnel who for some reason (excluding hard core 
discharge types) would not be finishing their obligated 
service and met the same restrictions used in analyzing the 
DOD Survey: Navy , male, first-term, and on sea duty. 
There were 44 interviews that met all the criteria. 

The interviews were conducted over a two-day period: 
Tuesday, October, 5th and Wednesday, October 45th, 1982. 
These days were chosen because the highest population would 
be available to interview, approximately 50 individuals. 
Persons awaiting discharge start the processing-out 
procedures on Monday and finish by Friday. Some of the 
personnel were unavallable for the interview due to 
medical, administrative, etc., reasons; but the 44 useable 
interviews are felt to be an even cross-Sectioon of those 
awalting early discharge. 

A closed room was used with only myself and the person 
being interviewed in the room. I wore a civilian suit to 
eliminate the Officer - Enlisted barrier as much as 
vossible. I did find a need to assure each interviewee 
that I was not a plain-clothes law officer. All interviews 
were conducted during normal working hours with minimal 


interruption to the checking-out process. Fach interview 
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lasted approximately 20 minutes; however, many felt more 
talkative and remained longer. 

With each interview I explained the pupose of the 
interview in general terms: "I'm working with a group from 
Monterey studying why people get out of the Navy before 
their enlistment is up". I also explained that I wanted no 
names and that their answers would remain anonymous. 

Each interview was carried on as a conversation between 
two people with no fixed questions asked: however, the 
following points were brought out during the interview: 
reason for discharge (no specifics were vressed since this 
Seemed to be a touchy subject), reason for joining the Navy 
and what influenced their enlistment decision, training 
expected, training received, duty assignment after 
schooling, overall was the Navy what was expected, and what 


influenced expectations concerning the Navy. 


Ee DATA ANALYSIS SUMMARY 

The cohort data for both the AFEES and DOD Surveys were 
Statistically processed using programs from the Statistical 
Package for the Social Sciences -- SPSS (Nie, Hull, 
Hemkins, Steinreuner, & Bent, 1975). Frequencies were 
computed for total numbers of cohort members meeting the 
Sree rlas Navy, male, £lrst term aad on sea duty for the 


DOD Survey and Navy, male and first enlistment for the 


AFFES Survey. Cross tabulation was performed on pertinent 
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DOD questions (Q104A, Q105). The attrition among Non-Prior 
Service, Navy males was plotted over time. Factor Analysis 
was performed on the DOD Survey with emphasis on evaluating 
the relationship of expectancy and attrition. The 
interview data were compiled by frequency response and 
reason for response. 

The sequence of events appear for analysis as such: 
first, Navy males interviewed at AFEES station prior to any 
experience with the military (AFEES Survey 1979); second, a 
large cross~Sectional survey conducted during same time 
frame (DOD Survey 1978, fielded in 1979); third, the cohort 
who enlisted in fiscal year 1979 was followed by DMDC, 
giving attrition by reason; last, a personal interview 
conducted with 44 personnel who matched all of the criteria 
set for the DOD and AFEES Surveys, and who, for one reason 
Miaeanother, were not completing their original obligated 


service. 


43 





IV. FINDINGS 


A. COHORT DISTRIBUTION - AFEES SURVEY 

The responses of 1,023 valid cases to the AFEES Survey 
question: How satisfied or dissatisfied do you think you 
will be with military life, are displayed in Figure l. 
These respondents (Navy, male, first enlistment) expressed 
EMecimeexpectations of military life just prior to joining 
the Navy. Their responses yielded a significant (P<.001) 


chi-square goodness-of-fit statistical test. 


B. COHORT DISTRIBUTION - DOD SURVEY 

Figure 2 displays the frequency response for Navy, 
males, on sea duty and currently in their first enlistment, 
to the DOD question QIO4A: Military life is about what I 
expected it to be. The respondents to this question were 
distributed (in time) throughout their first enlistment, 
their mean response as a function of time is displayed in 
Figure 4. There were 1,070 valid cases anda statistical 
Significance value at (P<.001) for chi-square goodness-of- 
Fit statistical test. 

Figure 3 demonstrates the frequency response for Navy, 
Pa es on sea duty and currently in their first enlistment, 
to the DOD question Q105: How satisfied or dissatisfied 


are you with the military as a way of life. There were 
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1,078 valid cases with a statistical significance (at 


P<.001) for a chi-square goodness-of-it statistical test. 


CODE 
Ihe eZ) 
Vor DLooATI SE LED 
epee. ( 17) 
SOMEWHAT DISSATISFIED 
se (29) 
DISSATISFIED 
4. (146) 
NEITHER GOOD NOR BAD 
5 (2537) 
SATISFIED 
ae (325) 


SOMEWHAT SATISFIED 


v2 (233) 
VpeyY SACL SFIED 


O iL Ole 200 300 
FREQUENCY 

MEAN 5.524 STANDARD ERROR 0.043 
STANDARD DEVIATION 1.378 VARIANCE 1.899 
VexbEo CASES 1023 MISSING CASES 153 


Probability that this distribution is observed by 
chance is less than .001, CHI SQUARE 4552 WITH 6 
DEGREES OF FREEDOM 


FIGURE l. Q84-AFEES Response from Navy-Male-First 
Enlistment Personnel. 


O84-AFEES: How Satisfied or Dissatisfied do you 
think you will be with Military Life? 
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S10) 3)2 


i (44) 
STRONGLY AGREE 
Dee (284) 
AGREE 
De (214) 
NETTHER AGREE NOR DISAGREE 
4. 257) 
DISAGREE 


5, | eres he a 
STRONGLY DISAGREE 


0 100 200 300 400 
FREQUENCY 
MEAN 3.3045 STANDARD ERROR 0.035 
STANDARD DEVIATION 1.145 VARIANCE 1.311 
VALID CASES 1070 MISSING CASES 19 


masisdigsility that this distribm@irion@ys observed by 
chance is less than .001, CHI SQUARE 252 WITH 4 
DEGREES OF FREEDOM 


Figure 2. Q104A-DOD Response from Navy-Male-First 
Tecm—-on —oea DULY 


Q1O4A-DOD: Military Life is about what I 
expected it to be. 
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CODE 


1. (391) 
VERY DISSATISFIED 

2. (269) 

a Cro) 

4. (139) 

5. (67) 

6. (34) 

eto) 
VERY SATISFIED 

OQ 100 200 300 400 

FREQUENCY 
MEAN 2.406 STANDARD ERROR 0.045 
STANDARD DEVIATION 1.465 VARIANCE 2.145 
VALID CASES 1078 MISSING CASES ll 
Probability that this distribution 15 observed by 
chance is less than .001, CHI SQUARE 732 WITH 6 
DEGREES OF FREEDOM 

Figure 3. Q105-DOD Response from Navy-Male-First Term-on 


Sea Duty 


Q105-DOD: How Satisfied or Dissatisfied 
are you with the Military as a way of Life? 
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Cross-tabulation of question Q104A and question Q105 is 
displayed in Table 3. The 1,068 cases compared presented a 
Significance level at (P<.001) with a Pearson correlation 
coefficient of -0.380. The cross-tabulation table displays 
a relationship between being satisfied with life in the 


military and expectations of military life. 


C. DOD SURVEY RESPONSE OVER TIME 

Figures 4 and 5 present the responses to questions 
Q1O4A (Military life as expected) and question Q105 
(Satisfaction with military life) as a function of time. 
The mean response to each question is plotted, with 
population of respondents indicated in parenthesis. Each 
figure displays responses that include a standard first 
enlistment cycle (4 years) and a6 year advanced training 
enlistment response. With one of the data criteria being 
that the respondent must be on sea duty, the population 
below the 12 month mark was too small to stand alone as a 
display of response by month-of-service. The 32 population 
at the 12 month point is a combination of all respondents 


with 12 months or less service. 
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TABLE 3 


Crosstabulation of DOD Q1@4A, Military Life as Expected by 
DOD Q105, satisfied with Military Life for Navy-Male-First 
Term (Enlisted)-On Sea Duty 


COUNT Q1985 

ROW % 

COE 2 VERY VERY ROW 
TOTAL % DISSATISFIED SATISFIED TOTAL 


Q134A 2 4 8 8 2 18 3 44 
STRONGLY Cee oe oe soe aa 2257 6 G8 4.1 
AGREE l. Za ved Eo 65 eon, 29684: 3358 

9.8 9.4 8.7 8.7 8.2 9.9 9.3 

She, 79 54 5 38 12 2 234 

AGREE 29.8 24.6 19.8 29.1 19.6 4.2 9.7 26.6 
26 Powe eco. | S52.) 415357 84562 93553 2256 
Soom Oso orl 663 es ea a2 

NEITHER o}e) 55 oF, Oe) Je, 8 g Zs 

BoREE - 3. 2.0meco->o. 17.4 18,53 28.9 seo. 60 Ue) 
DISAGREE W420 ee F259 28.3 (2922) \2a5) 0) 
Dele Vee) Gel Mls WUE. 2050 

1355 112 69 Zo 2 t Zs 35) 

DISAGREE 3627 old 16.5 «4 9S.ol eas 1.1 ecb 33.4 
4. Boe OMEeleS. Soe) 2ls0 We Sigel. 
eo eee eo. - 2.) Peed 0.4 ee] 

25) Bil 9 5 2 iy) 2 ey 

STRONGLY (330 eso wees 259 eee ee eZ Se) 
DISAGREE 5. B2c4 lOete 564° 356 Meee 0.0) 22,2 
Te) eee => Meno) Cs >0 wees Ue O.2 

COLUMN 386 268 ##=$|($168 #138 65 34 9 1948 

TOTAL Soetecoct tos?) 12.9.2 0.8 109.9 


CHI SQUARE = 259 WITH 24 DEGREES OF PREEDOM, SIGNIFICANCE 
oe <.991) 


PEARSON CORRELATION COEFFICIENT = -9.38 CASES = 1958, 
SIGNIFICANCE (P<.991) 
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D. ATTRITION COHORT 

Miers erwebon rate of the 537083epersons who enlisted 
Bieeetocal year 1979 is displayed in Figure 7. Their 
cumulative percent attrition rate is plotted over time. 
"Time" being the group's time in the Navy, thus ending at 
30 months (the present). This cohort was selected because 
their enlistment year coincides with the administration of 


both the AFEES Survey and the DOD Survey. 


E. AFEES/DOD SURVEY INFERRED FACTORS 

Both surveys (questions from Tables 1 and 2) were 
analyzed separately using the SPSS subprogram for principal 
mactoring ees lterations. The results produced five 
principal factors for the AFEES Survey and two principal 
Factors for the DOD survey. 

Wee oesaceor |: Personal Growth sand Independence 

Factor 1 is derived entirely from the responses to 

question 1l. Here the enlistee expressed his reasons for 
Joining the Navy: get away from home, travel, serve my 
Soumthy, wrove I can make 1t, get training, etc., as listed 
in the first page of Table 4. Significant factor loading 
indicates that the man joining the Navy in 1979 intended to 
improve himself and become independent of the home life he 


was about to leave behind. 


oye: 





Cemeeeeeo Factor 2: Military Expectations 
The factor-analytic technique used produced the 
enlistees' military expectations as the second factor. 
Table 4 (factor 2 of 5) indicates that the would-be recruit 
Dlaces significant emphasis on his expectations concerning 
his satisfaction with military life. Included in this 
factor are his initial obligation and plans for the future 
in regard to military service. 
3. AFEES Factor 3: Thwarted Job Aspirations 
It is seen that the majority of the emphasis is 
placed on whether or not the job desired was available. 
Being placed into a job that was different than the one 
desired received the most significant loading (.42). Here 
the inductee is expressing his concern in relation to his 
aspirations. 
A. AFEES Factor 4: Educational Development 
The new recruit is tying in his present education 
with those he expects to gain through the three questions 
that make up factor 4. He may not be enlisting for the 
sole purpose of improving his education; However, his 
educational development is a part of his enlistment 
decision. 
wees Factor 5: Job Bxpectatirons 
Knowing what jobs you are qualified for and what 
jobs you desire proves to be an integral part of the 


enlistment decision. Thewlase of tne AFEES Eactors 
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Mevyemoped the least influence; however, it helped to 
formulate the interview questions discussed later in this 
thesis. 
feboemeractor 1: iIneentives to Reenlist 
The size of the reenlistment bonus is seen to be 
the most ian tial component of this factor (Table 5). 
In keeping with the expectations/satisfaction aspect, the 
Satisfaction with military life came through as the least 
important component in relation to reenlistment, never the 
less, iets stll) significant (factor load of .50). The 
influence of expectation fulfillment as seen by the 
experienced Navy man would have to be traced back to the 
Preoss-tcadsulation (Table 3) relationship between 
Satisfaction with Navy life and expectation of Navy life. 
OF those surveyed (N = 1,058), 44% indicated they were 
dissatisfied and that they disagree with finding life to be 
aS expected in the Navy. 
7. DOD Factor 2: Civilian versus Military Job 
Satisfaction 
Reina OppOoreEumities, chance for promotion, job 
Beer ity, €tc., as seen in Table 5 (£Lactor 2 of 2), makes 
up the components of factor 2. The spectrum of military 
versus Cmiggo1 | 1 den elements as Gerd 1 heeeo 
expectations/attrition question via 9105, satisfied with 


military life. The expectation question Q104A, military 


life as expected, was not significant enough to be included 
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mame oromraole (factor load of .30), but its influence can 
again be inferred through the cross-tabulation relationship 


displayed in Table 3. 


TABLE 4 


Principal Component Factor Analysis (Varimax Rotation) 
of the 1979 DOD Survey of Personnel Entering Military 
Service: Five Mayo s Factors Related ie fe’ 
Expectations/Attrition for Navy—-Male-First Enlistment 


Faceon 1 Of 5 





Variables Labels Factor Loading 
O115 _ Reasons-Get away from home 095 
QO11D Reasons-Travel Ae! 
SLE Reasons-—-Serve my country aac 
oL1I Reasons-—-Prove [I can make it ae? 
Ol 1J Reasons-Get training -49 
SL 1G Reasons-Get more money ~49 
Q1IE Reasons-Get away from personal problems 43 
G1 Reasons-Family tradition 46 
OL1C Reasons— Better myself 44 
OUrK Reasons-—Money for college eon 


Factor 1 of 26 (ALL), Elgen Value=3.55 Percent of Variance=14.2 


Factor 1 of 5 Eigen Value = 2.92 Percent of Variance=38.5 


AFEES FACTOR 1: PERSONAL GROWTH AND INDEPENDENCE 
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TABEE 4 (cont) 


Ba@ror. 2 O Les 





Variables Labels Factor Loading 

Q84 Expected satisfaction 085 

O83 Expected total years active duty oo 

Q82 Plan to reenlist ASS) 
Baetor 2 Of 26(ALL) , Eigen Value=2.54 Percent of Variance=9.8 
Factor 2 of 5 , Eigen Value=2.06 Percent of Variance=27.2 


AFEES FACTOR 2: MILITARY EXPECTATIONS 


BactOr 3 10f£ 5 


Variables Labels Factor Loading 
Q15A7 Job is different from wanted 22 
Q16A3 Didn't qualify for wanted job 247 
Q16B Satisfaction with military job A 8 
Q145A5 Job wasn't available for time wanted 10 


Factor 3 of 26(ALL), Eigen Value=1.84 Percent of Variance=7.1 


maeror 4 08 5, Elgen Value*1.15 Percent of Variance=15.3 


AFEES FACTOR 3: THWARTED JOB ASPIRATIONS 


a7 





TAS Leese cCOmte:. ) 


Factor dof. 5 





Variables Labels Factor Loading 
939 Future highest grade in school 77 
O32 Today highest grade in school oD 
Q11K Reasons-—Money for college fh 
Baeteor, 4 ef 26(ALL) , Eigen Value=].42 Percent of 


Variance=5.5 


Factor 4 of 5 , Eigen Value=.34 Percent of Variance=11.1 


AFEES FACTOR 4: EDUCATIONAL DEVELOPMENT 


Pac BOG 959.06. -5 





Variables Labels Factor Loading 
QO15A2 Knew job was qualified for ls) i 

Q15Al1 Knew job wanted 250 
Paletor 5 Of 26(all) , Eigen Value=1].28 Percent of Variance=4.9 
Factor 5 of 5 , Eigen Value=.59 Percent of Variance=7.7 


eo vAclORe Ss JObmoxe SeTATIONS 
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TABLE 5 


Principle Component Factor Analysis (Varimax Rotation) 
of the 1978 DOD Survey fo Officers and Enlisted Personnel: 
Two Major Factors Related to Expectations/Attrition for 
Navy-Male-First Term (Enlisted)-on Sea Duty. 


Factom joof 2 





Variables Labels Factor Loading 

023 Reenlist-4000 bonus -90 

Q24 Reenlist-8000 bonus 285 

Q22 Reenlist-Location Choice As) 8) 

O25 Reenlist-2 Years-No bonus Ao), 

Q20 Likely to reenlist-No bonus BUG. 

Oii05 Satistitied wlth litary Life = 5)0. 
Paetor 1 of 25(ALL), Elgen Value=6.75 Percent of Variance=27.1 
Factor 1 of 2, Eigen Value=6.22 Percent of Variance=74.1 


DODeP ACTOR lis) JENCENTIVES TO REENLIST 
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TAD EE om CONE.) 


Factor DOr. 2 





Variables Labels Factor Loading 
SAO 2H *Civ vs. Mil Job-Training Opportunity -66 
Q102G Civ vs. Mil Job-Chances for Promotion 262 
OTOZK Civ vs. Mil Job-Job Security Sis) 
Q102E Civ vs. Mil Job-Chance for Interesting Work .57 
Oo 2 i Civ vs. Mil Job-Equipment a0) 
ep key7.\ Civ Vs. Mil Job-Immediate Supervisors Haye 
One 2Z 1 Civ vs. Mil Job-People Work With oe 
ee 2C Civ vs. Mil Job-—Retirement Benefits woz 
Q102D | Civ vs. Mil Job-Medical Benefits 250 
OmO2 F Civ vs. Mil Job-Wages/Salaries nS 
9105 Satisfaction with Military life 245 
Q102B Civ vs.Mil Job-Having a Say aa 


*Civilian versus Military Job 


Factor 2 of 25(ALL), Elgen Value=2.56 Percent of Variance=10.7 
Factor 2 of 2 , Eigen Value=2.13 Percent of Variance=25.9 


DOEwo ne tones.) CLVILIAN VERSUS MILITARY JOB SATISFACTION 
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TABLE 5 


EX pectatlow Neem rulonm Factors 


Factor Relationships of Five Pertinent Factors taken 
from 1979 DOD Survey of Personnel Entering Military Service 
for Navy-Male-First Enlistment. 





FACTOR FACTOR PARAMETERS 
% VARIANCE EIGEN VALUE 
1. Personal Growth and Independence B32 ..5 2 Ve 
2. Military Expectations DIP 72 ZAG 
3. Thwarted Job Aspirations pbs) es: pe 
4. Educational Development iss I 84 
weedoD Expectations Tel ~59 
L100 


Factor Relationships of Two Pertinent Factors taken from 1978 
DOD Survey of Officers and Enlisted Personnel for Navy-Male- 
First Term-on Sea Duty. 





FACTOR FACTOR PARAMETERS 
% VARIANCE EIGEN VALUE 
1. Incentives to Reenlist Wa Ih BV 
2 ely iene versus Military Bors) 2s 
Job Satisfaction oes 


oul: 





FEF. INTERVIEW 

The interview responses are displayed in Figures 7 
through 10. Figure 7 is the frequency response to the 
interviewees' reasons for enlisting in the Navy. Each 
person met the criteria of being a male who is in his first 
enlistment, was on sea duty, but is now awaiting an early 
discharge from the Navy. Early discharge is meant to imply 
that the person will not fulfill his full enlistment 
contract and the reason for noncompliance being other than 
a medical, hardship, etc. It can be seen that the majority 
of those who enlisted (45%) did so with the intention of 
learning a trade and improving their education. Figure 8 
demonstrates the responses to training expectations and 
training received questions. If training was received, 
Figure 8 indicates the type of training received and the 
person's response to feelings of adequacy of training. Of 
the 12 who received Apprentice Training, 11 considered it 
aS very minor training, not meeting what they had expected 
goa ehad mind . Of the 27 who expected ‘'A' School type 
training, 54% received no ‘A' School training. Figure 9 
gives the interviewees’ responses to enlistment influences 
and if they had formed a "preconceived notion" of what life 
in the Navy was going to be like. If the influence 
response was ‘yes', the interview allowed each man to 
express what information source was most effective in 


formulating his ideas concerning the Navy. All 44 
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personnel interviewed were asked how they felt about the 
ivV-tradio ads; if the advertising were more truthful would 
you still join, four responded 'No'. When asked if the 
entire truth were set forth in advertising would you still 
have enlisted, seven responded 'No'. Figure 10 represents 
the years of active service each person interviewed 
experienced up to the present. All were awaiting a 
discharge and had spent from three days to one month at the 
Pressure Island Processing Center. Here 71% fell into the 


two - three year category. 
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Learna Trade (11) 


Improve Education ’ (9.66) 
Travel ' (S75) 
Money/Help Support Family (4.5) 
Lost Civilian Job/None Available ; (3:55) 
Improve Self/Mature ' (3°55) 
Fresh Start/Get Away from Home ' eo) 
No Real Reason ; 2) 
serve Country we (+) 
( N=44 ) 


NOTE: Respondents that indicated more than one reason for 
enlistment were allowed to indicate relative 
importance to reasons with each response receiving 
a total weight of l. 


Figure 7 


Interview Response to Reason for Enlistment; 
Population: Navy - Male - FirstTerm - SeaDuty- 
Finished Basic Training But Will Not Complete Full 
Enlistment Contract 
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eee (34) 


Yeo: eee 0) 


QUESTION: Was your Navy job what you expected it to be? 


NO: (7) 


QESTION: Did you expect to receive training from the Navy? 


Nemschool : ee eer | 2 ) 


oaeaamerce Training: 42s (12) 


'A' School ee ener (20) 


QUESTION: Did you receive training? 


NOTE: O£ the (12) who received Apprentice Training, (11) 
considered it as very minor training, not meeting 
what they had expected as 'training'. 


NOTE: O£ the (37) who expected 'A' School type training, 
54% received no 'A' School training. 


Figure 8 


Interview Responses to Training Expectation and 
Training Received Questions; Population: Navy-Male- 
First Term-Sea Duty-finished Basic Training But Will 
Not Complete Full Enlistment Contract 


2) 





NO: ew 7) ) 


YES: by influence 


TV-Radio Ads: ee ee (17) 


Relatives/ : ———— ee (10) 
Friends 


Recruiter i, DEO Se 


Posters/ 
Pamphlets See) 


QUESTION: Did you have a "preconceived notion" of what life in 
the Navy was going to be like prior to enlisting? 


NOTE: Asked all (44) personnel interviewed how they felt 
about the Tv-Radio ads now that they have spent 
some time in the Navy. All (44) felt that the ads 
were false and misleading. 


NOTE: Asked those who were influenced by the TvV-Radio 
ads if the advertising were more truthful would 
they still join, (4) responded 'No'. When asked 
1f the entire truth were set forth in advertising 
would they still have enlisted, (7) responded 
bio". 





Figure 9 


Interview Responses to Enlistment Influences; 
Population:Navy - Male - First Term - SeaDuty- 
Finished Basic Training But Will Not Complete Full 
Enlistment Contract | 
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Years of Service 


MOMs es (4) 
IMO) | fp 4) 

See ee = (3) 

Pe fener (13) 
AC ea ere ee) (8) 

oN (10) 
BS 2) 


Figure 10: Length of Service for Those Interviewed; Population: 
Navy-Male-First Term-Sea Duty-Finished Basic Training 
But Will Not Complete Full Enlistment Contract 
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V. SUMMARY OF FINDINGS 

Organizational psychologists have establised a 
relationship between expectations and turnover behavior. 
They have found that recruits who were discharged during 
training commonly had unrealistic expectations of that 
training. Further evidence established that individuals 
who had received a realistic job preview, which included 
both positive and negative aspects, had higher retention 
rates than those who had not received such an overview. 

There are a number of important questions regarding 
recruitment, attrition and turnover in the U.S. Navy that 
the four data sets used in this study shed light on. The 
three Persistent questions that underlie this study are as 
follows: Doesweeie —rechrult Join wlth unrealistic 
expectations? Does the enlisted man, once in, feel that 
the Navy did not live up to his expectations? [s there a 
lack of realism in the hiring scheme, and does this affect 


BLeEGLELON? 


A. DOES THE RECRUIT JOIN WITH UNREALISTIC EXPECTATIONS? 
The expectations of each individual that joins the Navy 
would be impossible to estimate; however, the AFEES Survey 
provides a "snapshot" look at how satisfied with military 
life the 1979 new recruit expected to be. Overall, 79% 


(Figure 1) of those who met the criteria of this study 





(Navy, male, on first enlistment) responded that they 
would be satisfied, somewhat satisfied, or very satisfied 
when asked AFEES question Q84: How satisfied or 
dissatisfied do you think you will be with military life? 
This survey was administered prior to any exposure to the 
military and therefore, establishes that concepts 
concerning expectations of military life by the new recruit 
are preset. Only 14% of those Surveyed indicated a neutral 
response concerning expectations (Figure l). 

The Navy spends approximately $3,100 (1979 dollars) per 
recruit in advertising to formulate a "preconceived notion" 
of the image it deems appropriate to meet its recruitment 
goals. The influence of this advertising is evidenced in 
Figure 9, where the interview response of 44 Navy men is 
categorized by what influenced or formulated their 
Sereconceived notion”. Here it can be seen that 843 
indicate that they were influenced concerning their 
expectations prior to enlisting. Approximately 46% of 
those influenced denote TV-Radio ads as the source. 

They felt that television and radio were the greatest 
influence in their enlistment decision; however, all 44 
respondents felt that the ads were misleading (Figure 9). 
The influence of the recruiter was substantial, but very 
few absolutely negative comments were made concerning the 
recruiter. The majority felt the recruiter simlpy did not 


explain the whole truth. When queried about the movies 
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Shown to them by the recruiter, which are designed to show 
"what life would be like in the Navy", the overwhelming 
response was that they did not remember them as being 
accurate, and that their views concerning what to expect 
"in the Navy" were well formulated by this point in their 
enlistment decision process. 

The majority of those interviewed originally enlisted 
to learn a trade, improve their education, and to travel, 
as evidenced in Figure 7. In Figure 8 it is seen that 843 
of those interviewed expected to receive some sort of 
training while in the Navy; an expectation matching their 
reason for joining. Figure 3 also shows that of the 343 
expecting training, only 54% did in fact receive what they 
considered as worthwhile training. It should be noted that 
those who received Apprentice Training did not consider 
this "worthwhile". That is to say that they expressed 
disappointment in the quality and quantity of this training. 

When asked if the television and radio ads were made 
more truthful would they still have joined, four indicated 
that they would not have joined. The majority, however, 
would have joined anyway, and indicated an advantage they 
felt would have been gained by the truthful ads. This 
advantage being that their Navy experience would have 


Started out on a more prepared and positive note. 
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B. Corea ee DaAN, ONCE IN, FEEL THAT THE NAVY 
DEpetOtent yo SUP sTOr HIS EXPECTATIONS? 


Once the recruitment process 1S completed the real life 
Situation takes over and the new employee formulates in his 
own mind the accuracy of his expectations. Figures 2 and 3 
display the response of those who have had time to evaluate 
their situation in the Navy, its match to what was 
expected, and just how satisfied they were with it. In 
Figure 3 only 10% of those Navy, first termer, males on sea 
duty were satisfied with their Navy life. When considering 
that 58% (Figure 1, response greater than 5) of those 
enlisting during that same year expected to be more than 
Satisfied with their new career, this tremendous shift is 
very disappointing. The exoectations being met or unmet 
can best be seen in DOD question 9104A (Figure 2). Here 
only 313 of those surveyed indicated that their Navy life 
turned out to be what they expected it to be. Some shifts 
in response to such questions are expected as the realisms 
of life overpower the naive; however, the shift from a 
cohort who had a 79% (Figure 1) positive response upon 
twee Oomde gis (Figure 2) positive response from a 
Similar, but experienced, cohort is dramatic. 

With the major difference between the AFEES cohort and 
DOD cohort being experience, a more detailed look at how 
the exposure to Navy life affects expectations and 


Satisfaction is displayed in Figures 4 and 5. In Figure 4 
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the mean response to DOD question 104A is plotted for all 
besponaentsomenwoughout their Elirst enlistment. The 
response for those personnel with less than 12 months in 
Service indicates a relatively higher expectancy 
fulfillment than those beyond the 12 month point. The 
remainder of the graph becomes fairly linear with some 
Sporadic, low population responses at the 40 — 62 month 
point. This linear plot does not necessarily indicate the 
Mack Of Change in expectation over time. Consideration 
must be given to the fact that the DOD Survey respondents 
are presently on active duty, thus missing the response 
from those who dropped out of the system. The attrition 
rate provided in Figure 7 helps to visualize the loss rate 
as compared to the response rate to question Q104A. Those 
lost in the system, and therefore not canvassed by the 
Survey, would most likely have had a negative effect on the 
mean scores, 

To assist in estimating a response expected from a 
group already lost due to attrition, Figure 8 displays the 
Interview responses to the question "Was your Navy job what 
you expected it to be?". A resounding 77% indicated that 
their Navy job was not what they had expected it to be. 
For whatever reasons, they had walked into the Navy 
expecting a job different than what they were assigned to. 
The question “Did you expect to receive training from the 


Nay ecemmep aad You LTeceive training?” are also part of 
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Figure 8. Here, of those who did expect an ‘'A' School type 
of training, only 54% did indeed receive it. Here again, a 
group of people joined the Navy with expectations only to 
find their expectations proven false. 

The mean response to DOD question Q105, satisfaction 
with Navy life, is plotted over time in Figure 5. Here, 
early months indicate a relatively higher response; 
however, the mean responses always remain well into the 
dissatisfied region of the questionnaire's scale. The 
generally negative slope developed by those respondents 
serving in months 15 - 42 turns into a Strong, positive 
Slope for months 42 - 54. This substantial reversal of the 
Slope could be caused by the change in the respondents 
background. The man serving in the Navy beyond the 48th 
foment Sstlite within his Elrst enlistment, has joined 
under some advanced training program (advanced electronics, 
nuclear power) and would most likely be higher in rank. 
The negative response displayed from the 60 —- 70 month of 
service mark is probably best described as a reaction to 
nearing the end of a tour of service. Those who liked the 
Navy have more than likely reenlisted by this point in time 
and were not included in this cohort. 

The interrelationship of expectations as measured in 
the DOD Survey question 104A and satisfaction, DOD question 


105, 1S displayed in Table 3. Here 44% of the men serving 
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in their first term of enlistment, and presently on Sea 

duty, respond that they are not only dissatisfied with the 

Navy as a way of life, but also feel that the Navy did not 

match their expectations. 

oF IS THERE A LACK OF REALISM IN THE HIRING SCHEME AND 
DOES THIS AFFECT ATTRITION? 

Research conducted by organizational psychologists 
provide results that have demonstrated a relationship 
Wemween a FealiStic Hiring practice and attrition. The 
more accurate the expectations of the new employee 
concerning his new job, the greater the chances are that he 
will stay with his new job. It can also be said that a 
Peimecicanmt lack “of realism in a hiring practice can 
develop a strong negative effect on attrition. 

Tt has been demonstrated that the new Navy reacruit 
enters his initial training phase with an extremely 
positive attitude, 79% expected to be satisfied with their 
Navy career (Figure 1). The interview response indicates 
that of those who had a preconceived notion concerning Navy 
life, 54% had based their enlistment expectations on what 
they had been exposed to via the Navy's advertising 
campaign: TV~Radio, posters and pamphlets (Figure 9). 
Once exposed, however, the Navy employee will react in a 
Tieieeasm@ion CO n1lS Clyilian Counterpart. If he feels 
he has been misled, this will have aneffect on his desire 


Fomeu vents enlistment obligation. 
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Interviewing those who had already fallen into the 
Navy's attrition category indicates that the hiring scheme 
used had not been realistic. A preponderance (77%) of them 
found their Navy job not meeting their expectations, see 
Pegure §. Some 84% expected to receive significant 
training while serving in the Navy; however, only 54% felt 
they had received it (Figure 8). Of the 44 Navy men 
interviewed, all 44 felt that the advertising used for 
recruitment was misleading. It should be reemphasized that 
all 44 of these men were being discharged prior to the 


fulfillment of their enlistment contract. 


fas 





VI. CONCLUSION 

The majority of the young men considering enlisting 
into the Navy have definite pre-set ideas concerning what 
they want in return for their commitment. They have been 
exposed to years of guidance via advertising, friends, and 
relatives, etc., concerning what to expect. They received 
a myriad of information from the recruiter to assist then, 
but this generally does little to change their entrenched 
Eeougnes concerning their "new career". The Peer ules 
expectations are his reasons for enlisting and the Navy's 
ability to match these expectations help to formulate his 
desire to fulfill his enlistment obligations. 

Necee being settled into their careers the majority of 
en sisal Sslonment. Rhine y te ltost hat Pinelr original 
expectations concerning the Navy had been unmet. Whatever 
Seecemeetved MOtlOns they had “walked in the door with” 
proved to be inaccurate. The resulting disillusionment may 
be implied as the start down the road of attrition. These 
facts lead this writer to conclude that the present styles 
of advertising and recruiting are in need of a change. 
Conventional recrultment can no longer continue to over- 
represent the Navy; setting the new employee up only to be 


let down by the realities of the system. Each recruit must 
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be allowed to make a knowledgeable enlistment decision if 
Veo eemgoOunomeOrredice theraterition rate. caused by unmet 
expectations. 

The use of Realistic Job Previews in the civilian 
community has demonstrated significant reductions in 
attrition caused by disillusionment. The initial number of 
applicants is slightly reduced; but, of those who accept 
their new job under this style of recruitment, a much 
ieeeger Dercent “Stay with the company”. The use of 
Realistic Job Previews early in the hiring process can 
function in two ways: 


1. AS a "Screening device” to help job candidates decide 
for themselves on their organizational choices. 


2. As an "“innoculation" against disappointment with the 
realities of organizational life. 


The implementation of such a hiring scheme could prove 
to be difficult under a normal, highly competitive labor 
market; however, the high unemployment rate presently being 
experienced in the U.S. avails the opportunity for change. 
Recruitment goals for all services are being met. The Navy 
of 1982 finds itself with the luxury of being able to turn 
down applicants for enlistment. vet of those who are 
Joining the Navy, only an estimated 65 percent will 
Souweeoremenclmeconem@adet eof enlistment. Attrition is an 
expensive, multifaceted problem demanding constant re- 
Eweal Wat lon. Mie Cmomcatl Mdm a SPLevVlew program that 


realistically and accurately depicts the positive and 
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negative aspects of Navy life could prove to be a valuable 
Pool inecomoasing the problem of attrition. 

Realistic recruitment via long term exposure is needed. 
By long term exposure I mean proper advertising in advance. 
The average American adult is assaulted by a minimum of 560 
advertising messages each day. Of the 560 to which he is 
exposed, however, he only notices seventy-six (Toffler, 
1970). He filters out those of no interest, which would 
indicate that as the prospective recruit nears his decision 
to enlist, the ads he sees/nears concerning the Navy become 
part of his realm of interest. He is formulating opinions 
mma, expectations long before his first visit with a 
me erulLter . A realistic job preview approach would 
influence the advertising campaign to present all facets of 
Navy life. Each major experience about to be encountered 
Should be previewed. prelilete lixe itt is", not in a 
belabored, blow-by-blow approach, but let the new employee 


Know what to expect. 





REFERENCES 


BOUrWeC, Peds, "Some Observations on the Psychosocial 
Phenomena Seen in Basic Training," Psychiatry, p.30, 
Ms7=196, 1967. 


Bray, D. W., Campbell, R.J., and Grant, D.L., Formative 
Years in Business, New York: Wiley, 1974. 


Dunette, M.D., Arvey, R.D. and Bamas, P.A., “Why Do They 
Leave?", Personnel p. 50 (3), 25-39, 1973. 


Passe, O Leary, B.S., and Bartlett, C.J., "Effect of a 
Work Sample Test Upon Self-Selection and Turnover of Job 
Applicants", Journal of Applied Psychology, p.53, 283-285, 
m7 3. 


Fernandez, R.L., Forecasting Enlisted Supply: Projections 
for 1979-1980, Santa Monica, A Rand Note (N - 1297 — MRAL), 
September 1979. 


Goffman, E., Asylums, Garden City: Anchor Books, 196l. 


Goldberg, L., Recruiters, Advertising and Navy Enlistments 


(CRS 409), Alexandria: Center for Naval Analysis, October 
mST9. 


Holiberg, A. and Berry, N.H., "Expectations and Perceptions 
BeeeNavy Life™, Organizational Behavior and Human 


Performance, p. 21, 130-145, 1978. 


meen, DR. and Seely, W., “Realistic Expectations AS an 
Ald in Reducing Voluntary Resignations", Journal of Applied 
Psychology, p.59, 452-455, 1974. 


maeZzelleMon., Expectations and Dropouts in Schools of 
Miimsing , Journal of Applied Psychology, p. 52, 154-158, 
1968. 


Piveowweeeeersonnel and Orqanizational Determinants of 
PmpelscteamAtErltion (NPRDC Tech Rep. 79-11), San Diego: 
Navy Personnel Research and Development Center, March 1979. 


Lurie, P.M., Continuous Estimates of Survival Through Eight 


Alexandria: Center for Naval Analysis, July 1981. 


Macedonia, R.M., Expectations Sara s ab 
unpublished doctoral dissertation, New York University 
JL Sey eo he 





Soon. ose nansteloueaGapeatlon Training: Literature 
Review of Realistic Job Preview (EPICS Project Memorandum 


79-31), San Diego: Navy Personnel Research and Development 
Senter, June 1979. 


Ross, I.E. and Zander, A., "Need Satisfactions and Employee 
ROC OVe™ pmeeermosonne! Psychology, p. 10, 327-338, 1957. 


Statement of Vice Admiral Lando W. Zech, Jr., Deputy Chief 
of Naval Personnel, Hearings before a Subcommittee of the 
Committee of Appropriations, House of Representatives, 97th 
Congress, 2nd Session (GPO, 1980), p.847. 


Riemasoieed.o.,  §1lnSt-Term Survival and Reenlistment 








Alexandria: Center for Naval Analysis, Institute of Naval 
Studies, February 1980. 


Toffler, A., Future Shock, New York: Bantam Books, 1970. 


Wanous, J.P., "Effects of a Realistic Job Preview on Job 
Beceptance, Job Attitudes, and Job Survival”, Journal of 


Applied Psychology, p. 22-29, 61, 1976. 


Weitz, J., “Job Expectancy and Survival", Journal of 
Applied Psychology, p.40, 245-247, 1956. 


88 





EO. 


PND EPA OLoUnGeULEON List 


Defense Technical Information Center 
Cameron Station 
Alexandria, Virginia 22314 


Defense Logistics Studies Information Exchange 
U.S. Army Logistics Management Center 


Fort Lee, Virginia 23810 


Library, Code 0142 
Naval Postgraduate School 
Monterey, California 93940 


Department Chairman, Code 54 
Department of Administrative Science 


Naval Postgraduate School 
Monterey, California 93940 


Professor R. Evered, Code 54 (EV) 
Department of Administrative Science 
Naval Postgraduate School 

Monterey, California 93940 


Professor M. Louis, Code 54 (LD) 
Department of Administrative Sclence 
Naval Postgraduate School 

Monterey, California 93940 


Professor R. Elster, Code 54 
Department of Administrative Science 


Naval Postgraduate School 
Monterey, California 93940 


Lt. James E. Etterman, USN 
308 Dogwood 
Park Forest, Illinois 60466 


Dr. Robert Morrison, Code 15 


Navy Personnel Research and Development Center 


San Diego, California 92152 


Deputy Chief of Naval Operations (MPT) 


OP-Ol, OP-l1l, OP-12, OP-13 
Department of the Navy 
Washington, D.C. 20370 


81 


No. Copies 


2 











— 


1): 3276808303081/ 


RES 

Solutions aanual to 4 
\pahet, ": and Deakin 
ee 1/18/1996, 14213 
Espiritu, wilson © 


1):3276808201847¢ 


Gias , 
| The relationshi of 1 
\fardnets Daniel cg 
Thesis 
eee Etterman ZUU. 9 
: Birse-t& 
ermer disi Ka 
usionment: its éff a 
ae eo aa’ 
nited States Navy 





